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Sacurity fnlui

ORGANIZATIO ~ A4D PROCEDURE

1. The Career Service CGﬂmittee‘iié anacinted by the DOI in Septenber
1951 and has the following muilershipy:

| F%ssistant Director (Personnel), Chairrnav
Colc ol Matthew Baird, Director of Training

sistant Director, Olk

eputy Assistant Director, 05

was asnointed Executive Secretary to the Conmj_ttcze on a full- 25X1

TI < pasise The Couiitiee holds weekly meetings.

3. Siv Working Groups have been established to aid in carrying out the
missions of the Career Service Committee as speedily as possible and to create
a Broad --se for plaining purposes. Each grouss consists of abou® six nersons
of Division or Staff Chief or Deputy Assistant Director caliuver. The groups
vere assirmod a series of problems as shown in paragraph 7 below,

i, The several Assistant Directors were invited to participate by as-
signing theoe persons to the Working Groups on a part-tine, ineadditlon=to=-
other—duties Lasis. The Working Groups were charged with effecting solutions
tL¢ their as-igned problems from an Agency-wide point of view. At the same
tine, each Working Group was directed to satisfy the requirements and harmonize
the interests ol the various Offices represented and, through informal con-
sultation and pre-coordination, to insure that the interests of Ufiices not
renrcsented were considered.

5, Office uembership on the Working Groups is determined by primary
interest in subject matter. The Executive Secrctary of the Career Service
Comrittee mecbts with each of the Working Groups and coordinates their activ-
ities. The Working Groups hold regular meetings and hearings which are
usually attended by the Consultant to the Career Service Committee and by
such experts and advisors as the groups invite from time to time.

6. The Working Group on Selection Criteria and the Working Group on
Emnloyee Rating have comnleted their assignments (see Tabs C, D and G) and
are naking their final reports. A new Working Group is being orzanized,
replacing these two, which will develop the next phase of the »lanning.
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I% wiXl be expeoted to zouplete Lbs axpignaant in Febwasrys The Wowking
‘roup om Career Benefit: 13 expectedt to souplete ia Fetriiry theh perd
af its asalgnamnt which dees not require Megislation {esa Tab E)s The
Soriding Groups oo Triiness, Sxtonsien and Botstion sre eupaeted
,};:*gyg thair so:igmeents ani make thedr final rerorts in Vebeuary
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e Workiag Oreup on CTTESTION CRITZFIA

~ To lavestizate wye sod msans of wotivating the Coreey
- “exvies Prograw aith vespect $o employss perticipsticn and
0 recoumsnd to the Carser Servies Cemmittes sriteris by
which sapleyess beoouns eligible to participate; to recousend
the mechanies of welegtion {(i.es wvhather thors should be
selsction and review deards awd what thefr susber, location
“ad senposition should Ye) and ¢2 recceaend the decres %o
which selsgiion soverning purtiolpation in the Career Sape

be Norking Greap oo ZMPLOYLE RATING

Problew

To rosomeend to the Ceresr Sfarviee Cemsiiies z syeten
or systemp for rabing eaployess and for evalusting thelr
O Ll 02 orRonoe thet can be femedistely instslled
o8 au "exparimmizl® busis) to reccmnead whother thave should
or shosld not be, in addi s & Peport ommbeining an sstizate
by the supervizor of the emsloyse’s potentislity and recoms
mandation for future aveigement togeihwr with s sbtatenent by
ﬁwmg%meﬁ'k&:m&mfwﬂ%mai@m W

sure thnt ribing 8 recomcendsd cin be isteccvated imte
& Cavear Service te recomaoad metheds of apjresching

miforeity in rating standards sad % ensurs that ralings ave
rosponsive o job dutles emd responsibliition; to revccvend
prosedures for wee of the respetive offises in hamdling
employes ratings, 5 vescmsend preondarss for Lssusnee ansd
notification of vevings, and for review snd spssel LeoNnLoNss.
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To rescomend %o She Cawgay Service Coxnlites the ssope
of and degres to whisk Career | fits are neces-ary and
cesirsble; in whel sanser (hese cas e ap'lied to dewelop
ai esprit de ourpsy bow, in partleuls r, i mh}» or il-
taglvle compessation may be azde in i amsscticn with sssigoe
senbs W hasichip op eshealisful W&ﬁax poatey huw ta
siminister and to deteywing the applic.ilen of herordous
duly per; whedhnt bontees el meritorious promcti s can
or should Do weed as rewerd for sutstanding perfiinance oF
28 compensution for sthieving sod maintaining certoin skillsg
whather & speeiial resirvasal systes is pepded znd W0 prusend
alsgbllity and desth compenssbions wre sdeguaie; Lo rescazend
& logislabive oregres b offest the cdomie

To recommend W the Garesr Jervise Comsliice nstheds of
loeating, mslesting, weerviting, seeuriby olearing, evaluating,
ssoeoaing, aid testing, tralning sed sssipalsg troincesy o
ecneider oriteris and wtmm for thelr selostion and eure
rigula Cor thely trelaingsy %c investipate the magnitude of
this proprem i the spperopwriate intakeg to reconuend eans
of coordinating Shls progrem with othey progrewg in 9w fseney
for processing mew saployossy to conslider and recommond seourity
W BTG, publicity and public rolsilozs policies fem e sdopted
in connsctlon with the progromg %o deledmiszs how signifisant
covart opocrdanlties encomtered In this progesa are & be
mg%;mzw serled off sud Shanmeled to the apprenrisie covert
LNy &
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fer adyuncewibe |
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- ROTATION

',mim is the procssse af mw designstion and mmm
“ oo indiduel to warlous kinde of duby and Ueaining or the purpose of
“Aprev e Yie oapasity to serve Yhw Agensys

2o ‘pesifienlly, rot:tlon sizs b the follow n, objsciives:

as  For the igenayt

(1} =ove effective sed more sconomloal 21limatien ot
L . onoy's maepowar.

(2) 4 wethod of Lmprewing the selestion and broademtng
the sxpevlonge of indiwiduals to gerve in iy rositicns.

(3) The ewltivaiien of wn esprit de corps bered porimarily
on the rewsrd for nepdt principle.

be For the individuals )
(1) Assisting %im %0 do nie presest Job more of fectively bys

Ea) ineressin; his lowwledge An depth in his flsld.

b} Providing uim with pew skills, technl-umes and
auiheds of performance.

{s) improving his =biliky to plan s work and te
direet and supervise cihers in it.

(3} Ineroasing iz uwderstenddrg of the nocesssry
relations™ips of his Job o those of collzieral
and hlgher ectolous of the Agenuy.

{2) Prepsring hiz to wmdertake jobe bf inersuringly creates
responalbllity comwnsuwrate with his growdh solential by
(a) Brosdening bis understanding of the objectives of
the ‘zeney and fte misslonm,
(t) Intensifying the development of his plaonin,
manaperisl and supervi:ory skillse

£
(3) Providing hia nove opporbwiity to find the fi ,
which he dous best. ’ ' o1d in

(k) femoving am inddwidusl from a "rut®,
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CONFIDENTIAL

SECURITY INFORMATION

Working Group on SELSCTION CRITERIA 12 December 1951

CiTRALIZATION OF SELECTION FOR PARTICIPATION
Hi CIA CARE:R SERVICH PROGRAN

1. INTRODUGTION

The Working Group agreed to consider the subject of centralization
of selection of candidates for participation in the Career Service Program
in over-all, general terms as distinguished from the procedures of the
selection process which will involve detailed consideration of such spe=
cific items as promotion policy, selection out, and so forth..

s

2. RECOTLIIDATIONS

As  Policy respecting both the selection process and the operation of
the Progran should be cenbtralized in a CIA Career Serviece Board, acting on
behalf of CIA as a whole, while the mechanics of the selection Dr'ocess
should be decentralized to /Office/ Carcer Service Boards. The procedures
and details of operation of the Program should be a primary responsibility
of Assistant Dircctors and Office Heads. In order to provide further de-
centralization, if the size of a particular Office or comparable unit makes
it necessary for efficient and equable processing, Assistant Directors or

Office Heads should create additional, equally empowered boards as nccessary.

B, CIA Carecer Service Board

1, Yembership: a. Deputy ﬁirector, CIA or alternate
b. Denuty Director, Plans or alternate
¢. Deputy Director, Administration or alternate
d. Director of Training
| 6o Assistant Director, Persounel

Secrctariat (Career Development Staff:
Personnel Office)

2. Functions: a. Develons volicy governing the Career Service
Progran for submission to the Director of
Central Intelligence and serves as his ade-
visor on all matters concerning the Program.

Approved For Release 2002/05/10 3_CJ,A-RDP78-03578A000300080003-6
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b. Advises, and reviews the ﬂmctioning of,
[Orfice/ Career Service Boards.

ce. Revicws the functioning of the Career Service
Prograa including:

1) Approving, on a continuing basis, selection
standards employed in the training and ro-
tation prograns.

2) Acting as final board of appeal and adjudi-
cation in AT Carcor Service matters involving
[Oifice] Career Service Boards, Agency Offices
or comparable units and individuals.

Co ﬁfﬁcg Carcer Service Board

1, 'lembership: a. Assistant Director or Denuty Assistant Director
(or Office Herd)

b. Staff or Division Chiefs (as apnointed by
Assistent Director or Office Head)

Secretariat (as appointed by Assistant
Director or Office Hcad)

The proceadings and actions of each Office Board, including the list of its
members, will be available on a recgular basis to the CIA Carcer Service
Board. It is recomicnded that consideration be given to augmenting the
Office T/0ts, if necessary, in order to provide the necessary Secretariat.

2. Functions: 2. Serves as advisor to the Assistant Director
or Office lead and acts for him on all matters
pvertaining to the Career Service Progran.

b. Approves or disapproves selection for initial
participation in the Carecer Service Program,

Co Directs within the office, the anplication and
functioning of the Carecer Service Program,

3. DISCUSSION

It was generally aclmowledged that the current pronosal for estab-
lishment of a Carcer Development Staff in the Personnel Office was sound
and essential. With regard to the /Office/ Carcer Service Boards, it was
the opinion of the Selection Criteria Working Group that only Assistant
Directors or Office Heads, their Deputies, and Staff and Division Chiefs

ShouldAﬁgfg\?eda%éq?ﬂg?é%e 200205405, Gl RDP78-03578A000300080003-6
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MEMOKANDUM FOt: Each Assistant Direcior and Office Head

EROM Assistant Direstor/Personnel
SUBJEOT Coreqr Servieo Jomuitiee.

so  The Career Service Committee has been appointed by -
the T 46 prapare and submit e him a plan to implement =
carsay perzenvel pregram in CIA in commection with:

a, “A Program for the Establisluen® of a Cavssy
Corps in the Central Intelligenne Ageney®, dabed 7
August 1750,

bo The ~cmmentz and recommendatiens ef the Assisztant
Directors and O{Lice Heads that have been made thereen,

2. The CSommittea consists of;

Agzistant Directer/Persennel, Chaijrmen
MatThew Baird, Direcior of Training

Deruty Assistant Direster, Naticnal Bstimutes
C/OPS, Uffize of Special Operatbions

3 tas been appointed Exeoutive Seocrelary
of the TET, 11% =all on you in the immediate Mulure

to asguaint you with the probliems of the Commitiee and to snlist
the participation and suppert of your Office in the implemsntation
of this extremely important program. Since it is of large pro-
pertiocns, it will not be possible %o put all necessary meanwes
into effest at onse. Further, additional studies and research

in a number of areas are required. In order to accomplicsh thisg
your Office will be asked, from time to tiime, to nominate a re-
presentative who %together with others, will form s emall temporary
Werking Group e prepare siudies for and make recommendaticns to
the Career Service Committes, '

L, While it is re~ognized %“hat each Assistant Director and
Office Head is overburdened with oiher responsibilities, it is
believed that the importance of making steady progress in the field
of career service ranks high on “he UIA prierity list, As you
know, the IX1 is deeply interested in this pragram. The Commitfee
is couniing on your peraonal and active suppori.

25X14
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MEMOHANDOM FOR:  Essh Assistant Director and Office Head

FROM - Ausiztant Director/Persomel
SUBJECT . Curesr Servire Commities,

19 The Caresy bervice Commithee has been appointsd
vhe | Lo propare and submit Lo bhim a plan to implement o
u&rnsﬁ per sennel program in CIA in cennecticn withe

2o A Program for the Betablishment of a Car
Carps dn the Central Intelligense Agenoy®, d&* ed 7
Bugusv 5950,

b, The remments and recommend.itions ef the Azsiatant
Directors and 5ffise Heads Lhat have been made “hercen.

Zo The Committes 2ons’sts of

| Asaistant Director/Persenne’, Choirmon
Matthew Baird, Director of Training

euty Assistant Direster, Watiersl Hatimntes
'OPS, Cffice of Spewial Operations

has been appainted Exeouiive Seers’
cf the—v r—e—ee—wili 2821 on you in the Immediate Swhture
e i*gmalnt you with the probiems of the Commitwers and to enlist
the participastion and suppert of your Off1~e in the implevent df;@ﬂ
of this extremely imporiant program. Since it is of largs pro-
pertions, it will nol be possible to put all necessery rmeasures
inte effect at cnze. Furtber, additvicnal studies and recearch
in 2 number ef areas are required. In order %o accomplish this,
your Office will be asked. from time to time, to nominate a ve-
presentative who “ogether with others, will form a small femporary
Working Group te prepare studies for and make recommendat icns t
the Career Service Committes,

Lo While it is reropnized that each Assistanl Directocr and
Offize Head is overburdened with other responsibitities, it is
believed that the importance of making steady progress 1n the field
of ~areer service raniks high on the (IA priority lict. As you
knew, the DCI is' deeply intereasted in this program. The Commithee
is counting on your perscnal and active suppert

é
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MEMORANDDM FOil:  Baek Assistant Director and Office Head

FROM; Assistant Ddrestor/Paraonnel
SUBJEGT . - Caresp Servies Commitiee.

e The Carecr Service Cemmitfee hag besn appointes by

the X1 4o prapare and submit o him a plan %o implement
carsar perscrnel program in CIA in cennection with:

ne  *A Program for the Esvablishment of a Caveer
Cerps an the Central Intelliigenue Agensy®, dated
Avgest 1957, '

b. The ~cmments and recommeondaticns ef the Azsiztunt
Directors and Offine Heads that, have been made Gheresn.

2. The Committee aonsizts of:

Asaistant Diresier/Persennel.. Chairmer
TaLLhed Paara, Director of Tralning

2/0PS, Cffice of Special Operationa

39 hasz been apprinted Exeountive Secietary

wf the Commitiee, and he wiil =all on you in the immediate Duiure
to anguaint you with the problems of the Committee end to enlish
the participaticn and suppert of your 0f{fize in the implomentaticn
of this extremely imporiant program. Since it is of largs rro-
portions, it will not be possible to put all necessary meisures
into effect at enze, Purther, additional studies and repzarge

in a number of areas are required. In order to acsamplish this,
your COffice will be asked, from time to itime. to nominats a re-
presentative who together with others, will form a small tamporary
Working Group te prepare siadies for and make recommendations te
the Career Service Committes,

. While it is re~opnized that each Assistant Director and
Office Head is overburdened with other responsibilities, it is
believed that the impor4ance of making steady progress in the field
of career service ranks high on the CIA pricority liet. As you
knew, the DCI 1s deeply interested in this program. The Committes
is counting on your personal and active support,
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PARBER SERVICE COMMLTTRE

Working Group oa SELECTION CRITERM - 17 January 1952

SELECTICN CRITERIA FOR PARTICIPATION IN CIA CARESR SERVICE PROGRAM

1. INTRODUCTICHN

Two major assumptions for planning are accepted:

A. Assumption #1

A Career Service Program must embrace each enployee from the day

he enters on duty with, through the day he #inally separates from
the Agency and beyond that day to incliude al’. retirement and other
benefitz due hinm or his dependents. On the other hand it must dis-
cover, develop and place fubure key Agency euecutives and adminis-
trators. The Program, theorefors, will comprise two major efforts:

training programs. This affects direct.y all employeas and
cecouplishes such tasks as:

(1) Tirst, continuing cifort toward effective Agency perscnnel and

(a) Reeruitment and Placement
(b} Employee Hvalu-tion

(e

d

W s”

Salary and Yage Adminmistration

ot

Employes Relations and Counseling

o~

{e) Normal Indectrination and Training
{£) Retirement snd other benefiss and vrerogatives

This portion of *he Career Service Progzam, then, appiies to
all CIA staff employees and staf? agente without distinction
as to grade, assignment, professional o clerical status,
length of service and allied faciorse

(2) Second; the effort to discover and to exploit fully the po-
tential and talents of proven empliyees. This is essentially
a Development Program to insure the bes® possible use of Agency
employees. The effort put in the development of a given employee
must be determined by and justifiable only on the basis of D =
tential and proven ability. The result of this effort is not
all-ctracing; but will vary with the individual. Howaver, it

CONFIDENTI AL
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will function along two distinct lines. On the one hand it
will provide continuing and intensive training for large
numbers of Agency personnel in all job fields. On the other
hand it will locate, equip and produce the relatively small
nunbers of fubture Agency key executives and administrators.
In any event the Development Program will better qualify the
employee for advancement., The Program will operate through
such zeans &ss

(a) Rotation

{(b) Re<training (seminar and refresher courses)

(¢} Duty sssignments with on-the-job training

(a) Extension training, including sabbatical leave, overseas
travel and high~level training assignments such as National
War College, Joint Chiefs, Dept. of State Policy Planning
Staff.

In view of the foregoing, each staff employee and staff agent

does in fact, upon the day he accepts employment, become a

participant in the Career Service Program and must be apprised

of its incentives, benefits and responsibilities.

B. Agsumption #2

A1l staff omployees and staff agente participate in the Carcer
Service Program. However, for participation in its Development
Program, selection criteria are required. The remainder of this
paper relates to these selection criteria.

2. RECO:ENDATL QN

A. CIA employeces in the Career Service Program who satisfy the following
requirements shall be eligible to participate in the Development
Program:

(1) Staff employee or staff agent status (required for Career
Servize Program). :

(2) Proven, satisfactory service certified in writing by the
employee's /G ics/ Career Service Board (see "Centralization
of Selection for Participation in the CIA Career Service Pro-
gram® dated 12 December 1951). Determination of "proven" ger-
vice shall be based generally on appraisal of at least two years®
CIA sarvice of the employee. Less than two years? CIA gervice
will require final approval of the CIA Career Service Board,

(3) wWritten agreement of intent to make a career of employment
with CIA, including willingness to serve in any domestic or

Approved For Release 2002/88{‘959[i)ECl!]"%iI}%P78-03578A000300080003-6




Approved Fo&se 2002/05/10 : CIA-RDP78-0357‘00080003-6

B,

CONFIDENTI AL
Security Information

overcseas CIA post for which by Agency determination qualified
jobwise and physically. -

(L) Security concurrence by I&S Office.

Eligibility to participate in the Davelopmnt Progrmn shall be dew
termined only on the basis of the above-mwmed requirememis. It is
40 be noted parbicularly that:

(1) Mo age limitations are set.

(2) Civil Service Commission certificstion ie riot roquired.

(3) MNo formal educational requirement is prescribed.

3. DISCUSSION

A.

- Ba

Ce

D.

Re I_gtrodm&lon

The plenning bases laid down in INTRODUGTION stem from two major aims:

(1) To barish from employees® minds the fear that the Career Service
Program i3 a scheme for crsating aend nurturing an elite corps of
a favored few.

(2) To make the incentives and benefits of the Dovelopment Program

gvaildble to these Agenoy employses who demunstrate potential
and interest in long-teta CIA employment.

Re "Stafr ewployeo or staff agent staina’

This éxcludes from the Caveer Service Program contract, consultan®;
and gpecial agent categories. It exbraces those who work full time

| with no rredictabls shori~tern connection.

Re "Proven setisfactory service®

This is intended to permit flexibility while also setiing a normal
requirencnt of two years' CIA service in exrder to agsure 2 reascnably
wmiform standard throughout the Agency. When the [0tfice/ Career
Service Doard feels an cxception is justified, this provides e
regular procedure for requesting the exception.

Re "Seeurity concurrence by I&S...."

This leaves control of security requirements with I&S..
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E. Re "wriiten agreement of intent to make a career of employmnent with CIA"

The Agency bhas a wvital security investment and a substantial financial
investrent in any fully-cleared and trained employee. These investments
increase with length of service. In the interest of both factors, the

' Agency must attempt to reduce the employment mortality rate by every
possible mesnn. A successful career service program should build within
the Ageney za ever increasing body of employees with training, broad
experience and education superior to i%ose of most other government
Agencies anc Departments. There can be expected, therefore, a tendency to
proselyte CIA careerists on the one hand and on the other a growing
temptation for CIA careerists to accept a here-and-now promotion with
another Agency to grades which CIA vacancies would not then permit,
Therefore, tiis requirement is set: not as a legal preventive but as
the only feasible measure, a moral binder.

Again this is no legal binder since in the final analysis any employee
may reject ean Agency decision on domestic or overseas employment and
resign. But it does seem reascnable to ask that an employee who wants

a CIA career be willing, if qualified Jobwise and physically, to serve
away from Washington, D. C. for some periods. CIA can operate only

by staffing a complex of world-wide areas. 1t must, therefore, make . ,
its career service incentives - such as advancement, \tenure and re- *
tirement ~ strong enough to attract and hold many persons who want
Jobs that orz not run-of-the-mine government chores in a tidy and
secure niche cemenied to a single geographical point. Other things
equal, a person so willing to serve is worth more to CIA and merits
more from CIA. The "jobwise and physical® qualifications should
operate to protect individuals from moves to assignments for whieh
they are not suited, and the Agency from wasteful moving of its
personnel,

~

- e  COWENT

The concept and recormendations here pronosed would ensure for the
employee:

4, Codificaticn of rights and benefits so that the employee knows
where he stands and what he may reasonably plan for. These should
include preferential advancement, tenure and retirement for those
in the Devclopment Program.

Bo Inereased eprortunity for training - within and outgide CIA,

CONFIDENWTT AL,
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C. Increased opportunity for rotation.
D. Increased opportunity for education - within and outside CIA.
E. Increased assurance that he will go as far as his ability justifies.

It is emphasized that there is no guarantee to the individual of promotion
or ultimate grade level.

CONHDMAL
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